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Several categories of information underpin decisions on allocating agricultural research 


resources. Combining them makes the process easier. 


More intelligence, less risk 


Researchers have to see things up close, but Morrissey needs the big picture. 


Dr. Brian Morrissey, ADM Research at 
Agriculture and Agri-Food Canada, knows 
about herds, crops, barns, labs and sci- 
entists. He also knows about “stovepipes” 
— the term often used for the tendency to 
keep information in isolated systems. 


Breaking the barriers between stovepipes 
with a new customized software has led 
to better planning and decision-making by 
Morrissey and his managers. 


The special software was developed to 
Morrissey’s specifications by a program 
officer. In Morrissey’s words, it “reduces 
the masses of available information rele- 
vant to decision-making to a digestible 
amount for a small incremental cost.” 


Managing technology transfer 


The Research Branch has a staff of 800 
scientists and 2,400 other employees. Its 
experimental farms and laboratories are 
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Life in the electronic village 


Will a strong sense of community flourish 
in the electronic village? 


Peter Calamai of The Ottawa Citizen 
examined this issue at last December’s 
“Pathways for Service in the Electronic 
Village” conference — a two-day event 
sponsored by the Canadian Access and 
Privacy Association and Treasury Board 
Secretariat. 


We cannot, Calamai said, “encourage 
community by letting the electronic 
village develop in the image of the 
electronic mass media. That 

amounts to a superhighway running 
one way — out to the people — 

and a muddy cow-path back the 
other.” 


A genuinely democratic community 

in the new age of information technol- 
ogy can be achieved only if there is 
real opportunity for interaction, a 
two-way electronic highway to and 
from the people, he said. 


Governments need to be 
genuinely open 

Calamai appealed for more open- 
ness by all three orders of govern- 
ment in Canada. Openness, he said, 
is not “waiting until someone applies for 
records [under the Access to Information 
Act], but making the information public 
routinely, as a matter of course.” 


continued from page 1 
More intelligence, less risk 


spread all over the country; they represent 
an enormous investment in operational 
funding and fixed assets. Morrissey’s 
decisions concern the allocation of human 
and other resources to research projects 
— projects that will lead to technology 
transfer to the private sector. 


Decisions involve probability, not certainty; 
but with proper information, they become 
more like intelligent forecasts and less like 
blind guesses. To be well-informed, 
Morrissey has mingled “top-level views” 


How? By supplying free single copies of 
modest documents to anyone sending a 
stamped, self-addressed envelope; by 
reverse faxing to anyone willing to pay 
telephone toll charges; and via computer 


of the personnel, financial and materiel 
management data already available on 
departmental databases. They come 
together in a software package that 
makes his decision-making quicker 
and more reliable. 


Integrated summary of costs 


This package affords Morrissey an 
integrated view of the costs associated 
with research. With this perspective, he 
and his managers can compare projects 


bulletin boards operating 24 hours a day 
and through Internet. 


But for now, Calamai noted, one has to 
pay to read the decisions of the Supreme 
Court promptly or easily. And if you want 
to read the recent report of the Royal 
Commission on New Reproductive 
Technologies, a commission that cost 
taxpayers $28 million, be prepared to 
shell out $52 for a report that is available 
only in print. 


The public should be able to use 
electronic means to access govern- 
ment information and, just as 
importantly, to provide feedback 
on public policy and ethical issues. 


Governments have a choice, 
Calamai said. “They can become 
more open because It’s the right thing 
to do, because it is an essential part 
of rescuing a sense of community in 
this country. Or they can become 
more open because otherwise the 
taxpayers are going to respect gov- 
ernment even less. Take your pick.” 


For more information, or to com- 

ment on issues related to the public 
interest in the dissemination of gov- 

ernment information, contact Louise 

Kebe by phone (613) 957-2407 or by 
fax (613) 957-8027. For tapes of the 
proceedings, contact Conference Tape 
at (613) 824-2583. 


with each other on the basis of expected 
returns — improvements in Canada’s 
agricultural and agrifood sectors — versus 
investment. 


Morrissey’s Customized software acts as 
a gateway when he needs to look further 
into detailed information. For example, 
the personnel database will show which 
scientists have the expertise required for 
a particular project, and who might be a 
candidate for a career-refreshing assign- 
ment in industry or academia. 
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| Alternative formats honour right of access 


“Alternative formats and adaptive technol- 
Ogy Can open doors for us. They can 
make jobs accessible and make us 
productive people.” 


These are the words of Alan Conway, an 
interpreter with the House of Commons. 
Conway has been blind since birth and, 
like many other people with disabilities, 
has had to fight hard for rights that people 
without sensory disabilities take for 
granted. 


Conway’s preferred medium is braille. He 
tends to use material on diskette for his 
work and obtains information in tactile 
form via his computer. Sometimes he also 
uses the voice output feature on his com- 
puter. It’s time consuming, but effective. 
“The main problem,” he says, “is a serious 
lack of awareness. People have to under- 
stand what we need to make our 
contribution possible.” 


Access for ail 


Ross Hodgins, Senior Project Officer 

in the Treasury Board’s Information 
Management Practices Division, agrees. 
His program has just prepared a kit in and 
about alternative formats (i.e. large print, 
braille, diskette, audio tape) for govern- 
ment departments. 


“We have legislative commitments to 
provide access to information and 
strengthen the Communications Policy,” 
he says, “but the most important thing is 
to serve people with disabilities better.” 


The kit contains the Alternative Formats: 
Access for All booklet, and the guide, 
How to Provide Alternative Formats — in 
large print and braille, and on diskette and 
audio tape. Based on information in 
Doorway to Information, the 1992 report 
of the Interdepartmental Working Group 
on Communicating with Persons with 
Disabilities, the guide highlights the 
information requirements of people with 
disabilities and emphasizes the need to 
provide information in a usable format. 
Many of the recommendations in 
Doorway to Information have been 
adopted by Treasury Board. 


“The Working Group and the report laid 
the groundwork,” says Hodgins. “The leg- 
islation and the communications policy — 


Nee 


Michel Salvas, Environment Canada, using the Navigator refreshable braille display. Michel's right hand 
is on a “paperless braille panel” which allows him to read the information on his computer screen. 


built on a duty to inform, service to the 
public and fair communications practices 
— were already in place. The kit raises 
general awareness and provides instruc- 
tions for practitioners.” 


Challenging information suppliers 


The response has been so positive that 
Hodgins is having trouble keeping the kits 
in stock. “While the timing might not have 
been ideal with communications budgets 
being slashed by $75 million in February 
1992, people understand the fairness of 
providing access to information in usable 
formats.” 


Next on the agenda for Treasury Board is 
a series of workshops on how to produce 
information in alternative formats and the 
development by Canada Communication 
Group of a national list of suppliers of 
alternative formats. There are also plans 
for a companion kit on how to proceed 


after receiving a request for material in 
large print, braille, audio cassette or 
computer diskette. Most important of 
all, Hodgins says, is the preparation of 
standards for all alternative formats. 


For Alan Conway, the practical effort to fill 
a need that has existed for a long time is 
welcome news. Access to information is, 
after all, a right for all. 


lris Winston 
National Library of Canada 


The alternative formats kit is available 
from Treasury Board, either by 

phoning (613) 995-2855 or by faxing 
(613) 996-0518. Doorway to Information 
is available from the National Library. For 
your copy, phone (613) 995-7969 or fax 
(613) 991-9871. 
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Departmental Integrators are the answer. What’s the question? 


Agriculture sows seeds for Di role 


When Andy Macdonald, Chief Informatics 
Officer, called on deputy ministers last 
October to name their Departmental 
Integrators, he wasn’t shooting in the 
dark. 


Eventually, each program 

may have software tools that 
combine generic elements — 
uniform across the department 
and perhaps even across 
government — with specific 
functions that are unique to 
that program. 


Rather, he was responding to a 
recommendation of the 1992 Senior 
Administrators Conference and reflecting 
the experience of several pioneer 
departments. One such department 

is Agriculture and Agri-Food Canada. 


A large diverse department, Agriculture 
and Agri-Food Canada faces enormous 
challenges in integrating its administrative 
systems. For example, the department 
maintains up to ten major vendor lists 
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containing substantially the same 
information; and farmers may have to 
register or change addresses with five 
different program areas. 


To make headway on information sharing 
and the “single window” for service to 
clients, Dr. Gordon Dittberner, ADM 
Corporate Management, assigned one 
person to spearhead integration through- 
out the institution. When Macdonald’s 
call letter formalized the Departmental 
Integrator (Dl) role, Dittberner simply 
asked Mr. Harry Crowe, Director of 
Integrated Resource Systems, to 
continue in that position. 


Crowe’s first priority as DI is to standard- 
ize administrative information. He is also 
addressing the needs of program man- 
agers to bring administrative and opera- 
tional information together. 


Eventually, each program may have tools 
that combine generic elements — uniform 
across the department and perhaps even 
across government — with specific func- 
tions that are unique to that program. The 
software application serving the Research 
Branch (See cover story) is a partial illus- 
tration of this goal. The application brings 
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together information in a manner that 
serves the unique decision-making needs 
of the Research Branch. But the underly- 
ing administrative systems and databases 
must still be revamped in order to work 
together more efficiently. 


There are presently 31 Departmental 
Integrators. They collaborate and share 
results through meetings of the Common 
Information Management Committee 
(CIM) and through focus group projects. 
For information on the DI program, call 
John Johnston, Treasury Board 
Secretariat, at (613) 952-3370. 


In Brief 


On 2 November 1998, a reporter 
asked Dave Nichols how he had made 
his “President's Choice” line of prod- 
ucts so successful. “Besides the quali- 
ty and value of the products,” he 
answered, “| did it with information.” 
He likened his popular /nsider’s Report 
to a cross between the Consumer's 
Report and Mad Magazine. 


CBC Radio 
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Demystifying information management 


The IMPortance of information for minding your business 


Confused by “paradigm shifts,” “quantifi- 
able impact assessments” and other baf- 
flegab? Take heart! In a recent interview, 
Barbara Wynne-Edwards discussed, in 
straightforward language, how we can 
take a simple and systematic approach 
to managing information. 


Wynne-Edwards, now a CCMD faculty 
member, has seen the management of 
information and systems from various 
perspectives, including the position of 
director-general of corporate manage- 
ment services in two federal government 
departments. 


Roughly 70 per cent of the 
cost of information is 
attributable to its collection. 


Information management is not a technol- 
ogy sales pitch in disguise, she said 
emphatically. Rather, it is common-sense 
application of life-cycle management prin- 
ciples and practices to a very costly and 
valuable asset: information. 


The IMPortance of sound planning 


Good management requires planning. An 
Information Management Plan (IMP) is not 
a shopping list of computer hardware and 
software. (See page 6 for pointers on 
producing a useful IMP.) A good plan 
should begin with the validation or 
definition of the information requirements 
of an organization. When these have been 
properly analyzed and organized, they 
identify the information needed to help 
public servants make decisions, deliver 
services, account for government 
activities, and record government history. 
Furthermore, strategic information 
planning can help us rationalize our orga- 
nizational structures, our supporting data 
bases, Our overall systems development 
and our technology requirements. 


In approaching information management, 
managers should pose the following four 
questions: 


1. What information do we need for the 
task at hand, the broader needs of our 
organization, or of the government at 
large? 


It is very important that, across govern- 
ment, we define carefully what information 
we need, collect it only once, and share it 
as often as is feasible. Roughly 70 per 
cent of the cost of information is 
attributable to its collection, but informa- 
tion only realizes its full value after it has 
been organized and analyzed and can be 
used by programs, departments and 
other government agencies. 


2. Does the information already exist? 


Once the need for information is con- 
firmed, check if it is already available and, 
if So, where and how it can be accessed. 
Costly duplication can often be avoided 
by checking /nfoSource and other listings. 
If the information you need is not avail- 
able, devise options for how it can be 
created or collected, and by whom. 


Information management ts 
not a technology sales pitch in 
disguise. 


3. How will we handle the information? 


Determine who will store, maintain, pro- 
tect and access the information you need; 
what are the best media (audio, paper, 
film, etc.) for these functions; and what 
tools (from index cards to computer 
systems) will be used. Decide which 
approach is most cost-effective, and 

how the information will be accessed 

by and communicated to others. 


4. Is the information we hold still valid 
and useful? 


Don’t clog the system. When you are 
certain that information has become 
obsolete, get rid of it in accordance with 
government legislation and policies on 
disposition. 


When you are certain that 
information has become 
obsolete, get rid of it. 


Good information management within the 
public service comes down to two basic 
points, says Wynne-Edwards. First, what 
business are we in (or what services are 
we delivering)? Second, what information 
do we need to deliver them efficiently 
and effectively? After program managers 
have defined information requirements, 
specialists in information management 
and technology can then help to design 
and operate systems that support our 
business activities, promote information 
sharing, and preserve corporate memory. 


A planned approach to information man- 
agement, Wynne-Edwards concludes, 
can help an organization rethink its basic 
business processes: “In the federal 
government, where our biggest business 
is information, it can lead to significant 
savings if we are prepared to re-engineer, 
not just fine-tune, existing processes.” 


For amore comprehensive treatment 

of these ideas, see Simply Information 
Management, which was produced 
under the sponsorship of the Information 
Management Education Committee. 

The text is available through CCMD. 

Call (613) 994-0913. 
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Information management planning: 


Some basic hints 


m Secure support for the process from 
all senior managers. This planning 
_ process can challenge organizational 
boundaries; a lack of acceptance 
could lead to resistance. 


m@ Start with a fundamental examination 
of your organization’s business. 
Operational managers must lead this 
process, with professional support, 
if it is to Succeed. 


m Draw up acomprehensive list of the 
organization’s responsibilities and 
associated activities. Challenge every 
activity and eliminate those that add 


no value to the end product or service. 


This can improve productivity by 
reducing the volume and processing 
costs of associated information. 


m Specify the information required to 


Carry out each responsibility or activity. 


@ Group common or duplicate informa- 
tion requirements into information 
clusters. 


m@ Verify whether needed information 
is currently available elsewhere, or 
whether it has to be collected or 
generated. 


@ Develop options for how each cluster 
of information is to be handled, and 
who is to be primarily responsible for 
each cluster. 


m Divide tasks into routine versus 
complex. Routine tasks may lend 
themselves to greater automation, 
thereby freeing up employees to solve 
more complex problems or deal with 
the public. 


@ Develop systems to handle the 
information, with clear procedures 
and lines of accountability for both 
manual and automated tasks. 


Barbara Wynne-Edwards 
Canadian Centre for Management 
Development 


Build with the Blueprint 


Want to contribute to the search for 


“Government services that are affordable, 


accessible and responsive”? Then com- 
ment on the Blueprint for Renewing 
Government Services Using Information 
Technology. Produced by Treasury 
Board’s Office of Information 


Management, Systems and Technology, 
the Discussion Draft hit the streets in 
late March. lan Clark, Treasury Board 
Secretary, and Andy Macdonald, 

Chief Informatics Officer, are looking 

for community input by the end of May. 
For copies call (613) 995-2855. 


The Information Management 
Bulletin is published quarterly by the 
National Archives of Canada and 
Treasury Board Secretariat. 


The IMB is concerned with the strate- 
gic use of information. It reports on 
trends and issues in the management 
of information and its supporting 
technology that are relevant to the 
work of the Government of Canada. 


Our audience comprises the senior 
managers of government departments 
and agencies. Extra copies of the IMB 
are available to pass on to interested 
colleagues and staff. 


We welcome your articles and letters. 
Please include your name, address 
and telephone number. Should we 
decide to publish your work, your 
name will be included with it. 


Published contributions may be edited 
for length or clarity. 


The opinions of contributors are their 
responsibility, not the responsibility of 
the IMB or its sponsor organizations. 


To submit articles or letters, receive 
the bulletin or change your mailing 
address, write or fax to: 


Information Management Bulletin 
National Archives of Canada 

395 Wellington Street 

Ottawa, Ontario K1A 0N3 
telephone (613) 996-1473 

fax (613) 943-1374 


Managing editor: 
Robert Czerny 


Staff: 
Michéle Bisson, Bob Ferris, 
Judith Nicholson, Charles Strong, 
Arnold Wood 


The IMB (ISSN 1192-1528) is printed 
on alkaline paper. Copyright Minister 
of Supply and Services Canada 1994. 
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